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A THRORY OF THS RELATINSHIP OF N2TULNAL INTELLIGUNCE TO HATIOMAL ACTiol
ILLEGIB

The essentlal Importance of intelligence lles In its potentiality for
stimulating andd serving govermmental action. An intelligence report or
estingbe which is not prepared in direct relation to a current, contemplated,
or probable action of the government is an exercise ithout official Justifi-
cation. Imtelil ence, far fram being an end in itself, is an insteumentality
of detision, a rescurce to La employed in the foarmilation, W*uct., and
review of govermental action, .

As an instrmentallity of decision, Intellijence 1s noeded in diff ering
forms and quantities, which vary according to the asature of the actlon beling
considered. A prisary istelligence problam, thorefore, s the sainterasnce
of flexibility axd relevangs - tho problem of continuously matehing the
timing and substance of the intelligence produst =it tae current, ;mtw-
nediste and long-range needs of govermmental actien. Adlevance of :ﬁ.{;{alu-«
gence to governmental action can be paintalned only 1f the gﬁm‘:ra&;"!'&aﬁ,'iﬁi'mlow
of guch asiion is understood. L4 this point in 2ind an attest *‘*/i’ili Y De
made to xive an abstract dezgription of the elanenis involved in the davalop-
mant of governsental action, ag an aid in understanding how intelligeres can
best be brought to hear &t cach stage of the action.

B, Ihe Aghion Cyols
It seens ovident that any deliberate ascticn (and zosi govermmentel
setion is in this category) 1o made 1p of the following phases: |
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1. Becognition that a requirement for action exists, or
probably will exigt,

2, Belection of the perticular course of action best suited
for satisfying the action-requirement that has bem recognized.

3. Exegution of the particular course of action which has
been declided upon.

4. Review of results or effectivensss of the action.

Although these phases are listed in simple sequence for the sake of
desonstration, examination of them in operation indicatss that their relation-
ship is cyslic rather than rerely ordinale

The completion of the fourth or review phase, for example, furnishea
- material on which a nn degision must be based, namsly, whether to abandon,
gontinue, or alter the ourge of action being reviewed, This, 1atwrally,
is a2 return to the second, or selective phase from which the third and
fourth phases should agaln Follow. On the other hand, the fourth, or review
phsse nay reveal the emcrgence of an entirely new problem requiring aetion,
in which case one has, in e’fect, returned to the first, or recognition
phase, from which the second, third, and fourth phases should follow once
nors. i‘liis type of cycle msy be illustrated dlagrammetically &s below:
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The diegram pictures an action-gontinuwm., It can be easily seen,
however, that numerous govermmental sctions do not take the form of continua,
because one or more phases in their idsal developmant are missing, Therc
are, for example, governmental actions which are reviewed either 1nadequutely,
or not at all. This leaves 2 gap in the eycle which allows a course ol
action to trail éff intv a limbo irstead of being deliberately changed,
cancelled, or continued, as its effeats become known. !

Other examples of gaps in the idesl action-conmiimumn ocour when couises
of action, after Leing chosen, are not implermented, or when problems req.dring
actlion are recognized, but laft undscided.

The campletion of an actiom~cycle, howevar, is not necessarily a ncasure
of 1ts exnellence. Obviocusly it would be better if no decision follomad
the erronecus recognition of a problen, or if no execution followed an
wasound decision,

The foregoing analysis of govermisntal action, however ele:entary,
provides a basis for uncovering certain inescapsble rem‘tienahipsk belwos:
intelligence responsibilities on the one hand, and phases of the action
cyele on the other,

Ce Ralationahig gg Intellicence 39' the qugxitiﬂn Phase

The process of recognition is tho key to succeeding stages of govern-
mentsal action. When recognition of an action-requirenent fails to tako
place, there is no possibility for the development of an‘smeciion cyele. lhen
recognition is tardy, decision and axecution are likely to be hasty and

ill-considered. Then recognition is arroneous it gives rise to wasteftl
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or harmful action cycles. For such reasons as these 1% 1s plain that
recognition must be aarly, comprehansive, and acsurate. ‘

gince the govermmental intelligence machinery is equipped for collecting,
evaluating, end reporting foreign infornation pertaining to the national
ssouwrity, this machinery is the natural, and indeed the only complete
yvonicle for feccgnizing goverrmental aetéon~-requirenants in the external
m}ﬁ. 1n this sense the mission of intelligence is to sansitize and accele-
rate the process of recognition on the nart of decisionensking officiale by
supplying them with the gort of intelligence product that makes recognition
unavoidable. This is more than e matter of keeping such officials up to
dats on what is happening. It ip & nmatbter of ydentifying important material
in the mass of forelgn information (which is avsilsble to intelligence
officials alone) and pz?esentﬁng 14 in such manner 88 to ‘nake clear its
present or future mplicaii&m for United States security. The responsl-
bility of intellipence officials to engage in such 1dentification and
emphasis of material for the benefit of actlon officiale is heavy and ines-
caﬁnﬁla, since only inteliigence offielals are in posgession of all the
pertinent foreign information. _

Although this prosess of idenmtification should be as systematic as
paasibla,@n intelligence circles) there is no general theory in use cencerning
44"as far as can be determined, The following cbservetions may help in
deriving such a theory. .

Within the great maes of forelgn information which is ¢onstantly
peceived, ovaluated, and snalyeed, there 1B & cartain proportion which
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elther alone or in combination has suffigient implications for
United States security to warrant special rescognition by action
officials. The medium for conveying recognition is the intelli-
gonoe report or estimate, the subject-matter and form of wiich lie
almost completely at the discretion of intelliipgence officials. This
diseretion 1s exercised within the general framework of nationsl
mzn‘,ihromsidaratiam. However, these considerations are so
broad and indefinable that they do not provide the articulation of
national interests necessary for eatablishing production priorities
in an overburdened intelligence organization.

ILLEGIB How, then can an intelligence official

idan%ify action-requirerents wiilch must be recognized by action
officials? He can ideatify them in a general way a8 those thiings
which offer substantial danger, disadvantage, or opporitunity for

the important faoreign objeotives and interests of the nation. Sugh
general identification can be strengthened Lf the laportant foreign
objectives and interests of the nation are lmomn and analyzed, as
they réadily can be by reference to the cumulative and current papers
of the National Sesurity Council, all of which are available to the
intelligence crganization, These papers express tha}i‘omigzn objec-
tives and interests of the nation in the cencrete form of policies,
action-decisions, aad comitments, It can ue gonciuded, therefors,
that the proper identification of inteliigence ratorial warranting
recognition by action officials depends, in the first instance, wupon
s detailed, rather than casual, understanding by intelligence officicls
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of the content and implications of ¥eC papers. It goes without
saying that all such EBC papers should be familiar to bigh intelli-
gense officials, while those papars conserning specific areas or
| problems should be familisr to the iatelllgence aspecialists assigned
to work in such fields.
Having found a general way in which action~requirements can
be identified, and lwvhsa demengtrated the relevance of NSC papert
of the mleﬂ.,mu level
thereto, we can now arnva at a bmad eriterion lor numarking whet
should be recognized by action-officials, It may be worded samewhat
as follows:
A situation, trend ar event is important anough to be
brought to the attention of amction officiale by means of
an intelllgence repori or estimate if it is actually or
probebly capable of causing, now or later:
a) the sbandonment of alteration of a United
States astion, policy, or comnitment set forth aor
lmplied in NSC documents
b) the initiation 'e:t‘ & United States action,
policy, or comaitment directly related to those
slready se set forth or implied.

Although the intelligence offiser can satisfy himself concerniag the
relative importance of a given mattar by employing the foregoing criterion,
there stil] remains the task of conveying full regognition to appropriate
attlon-officiale by means of a report or estimate. The asnner of transference
of recognition frem the intelligence circle to the action ¢ircle depands,
of course, upon the nature of the problen under consideration.
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In the case of a situation which is occurring or has already occurrad,
the most offective way of conveying its importance iz to deseribe first
its present offects (in foreign areas) upon United States objectives and
interests, and second, the further effects which will probably® follow
from the situstion in its present stepe of devolopment.

In the case of a future situabtion the most effective way of conve -ing
1ts importance is to demonstrate first, the probability# of its eccurrence,
and second, the effects upon United States objectives ad interests which

will follow such occurpencsa.

D. Relationship of Intelligence to the Selection Phase

Whon an acilon-requiranent has been identified znd passed along in
recognizable form to action-officinle, the responsibility of intelligence
does not end. It can be sssumed that, sooner or later, an action decision
will be taken in response t.{; the mﬁian«-requirmen‘h. If it is importaat
that a declsion be made at &11, it is equally important that it be based
on the béat posslible agsesament of ite consequences. In this respect, the
intelligence neseded for decision differs greatly from that necessary for
resogmition,

# The technique of determining end expressing probabilities is tangential to
the theme of this paper. It can be sald in passing, rowever, that the theory
of contingent prediction appears to be mest ugeful in reports or estinmates
designed to convey recognition.
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It has been ghom that, during the recognition phase, the principal
task of intelligence ip to determine, for foreign areas, the effects of
astual or probable situations on United States objectives and interests,
During the selsstion or deeisia;x’rﬁxﬁf, on the conirary, the main task of
intelligence is to determine the s alfects, in foreign areas, of possible
United States decisions in response to an action-requirement, This i
true because if intelligenca, with .rua uwique knowiedge of foreign situg-
tions, sets forth the probable results of ecach alterustive United State:
action in response to an antion-—raquir:mant, the basis for decision is
cmpléte. Under perfect conditions, intelligence would predict the effects
of sach available course of action., In actualily, howsver, information is
pever perfsct, thus making predictions equally imperfect. Regerdless of
this, intelligence has an inescapable reasponsibility for making the best
estimates possible in propartlion to the information available, or, in
different words, for demonstrating the probable effects of possible Upited
8tates courses of action, This type of intelligence product should be
almost completely self-generating, and should autematically follow each

identification of an action~requirezent,

B+  Belationshio of Intelligence to the Execution Phase
After the choice of a course of action has been made, and the respongie

bility for its execution has beea fized, it is evident that in nost cases a
wealth of intelligence is neceassary as a basis not only for formulating
operational plans, but also for actually conducting the action. However, the
nature, volume, and priority of this intelligence can be deternined oniy by

those responsidble for executing the action, since neither their operativiual
PR R BBPRedagztoniausraer SiARBP 53 ooben A 0001 Jonsutbiedpated by intelli-
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Intelligente responsibilitiss w.th respect to the execution phase
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of govermmental action therefare ocowr only whens
8} advance avaliabilify of operational plans makes support
intelligenge plaaring, possible
b)  eperational officlals neke requests fur Intelligence,
Nevertheless, these limitations do noi axcuse intelilzence officials fraa
sonveying to operational officilals any pertinent intellizence whieh canas
to thair ghtention.

P Relatimahip of Intellicence 1o the Reviéw Phage

v‘tﬁe study of the actual results and effectiveness of United States
actlons in foreign areas is o field in which the national intelligance
machinery should have unchallenged primfy and unavoidable responsibility,
To repeat want has boen said already in tnls paper, only intelligzence has
the foreign information resqurees nesessary for doing tiwis Job. However,
one questlon thet must be answered in this connection is: what actions
should be raviewed?

It seems avident that a United States action should be reviewsd if a
knowledge of its results or relative affectiveness vmuld have a measurable
bearing upon any proolem under actual op likely consideration by the Hational
Security Council. 1f, for example, the Council is considering a new policy
for Southeast Asia, an evaluailon of the repercusgsions in that area of our
military intervention in Korea is very much to the point,

Another category of actions ¥hich should be reviewed are thoass having
a buaring upon intelligence identifications accomplished in comnection wit
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the first, or recognition phuce of povermmental action., If, for oxauple,
intellipence uncovers the probabilit.y of a successiul revelt in Albanie,
a review of the eifestiveness of our agtlon, or lack of action, in regerd
to the Tito defection would be valuable.

The foregoing categories cever most of the gelf-generating action-
raﬁw necessary on ti:e part of intslligence officiasla, Reqests for intelli-

gence reviews can be expected, however, from both pollicy and operationcl
officials,

A
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